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Reading and leaming theery is one thingy spplying theory 49 on entirely 
@iffovent thing, Such 1t is with comptroLleraip. ‘There are many books and 
articles available on various facets of this selenoa. For the nest part authors 
disagree oa what is encompassed én the concept of comtrollership ont her 
leomptwotteraktp should be practiced, In one thing most agrese ‘That is that a 


overment activities are no more 
(| eensept. Nanageaant engineering techniques, budget responsibilities, Imernal 
(| a gonterole, housekeeping taske and many other jobs samotines ara ond sone 
tines axe not included as responsibilities of a cawirdler, Cawtroliare 
ematiues roport direct to a camtreller at a higher level ad sawtines are 
\@ireetiy responsible to the plant manager or comundixg officer, Nore 
feoquently than net comptroliers are staff mone At ties however they are 
These and other variables make it partiewdlariy edvantacsequs for anyone 
going to  camivolicr billet to reeclve the wany possibilities, I have this 
objective in mind in wrbtdng this paper. Knering I will have comptroLlershkip 
duties at a large coastal Naval Awomition Depeb in the near futwe 1 have 
- |fenteavored to define the various comtroller functions applicatle to such a 
|\bitiet. In se doing I have tried te anit detalis, Rather i have wmenbrated 
ea broader aspects of comptrollerahip on the principle that 2 comiroller is 
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My elmore appreciation is extended to Hey We Se Wilhiau, Comptewller, 
area af Ordrnanaa, Mescrte fe Ce Stevens, 0. Maloosson, arc ¢, Warnock oll af 
, Without thedr advice and aseistance this paper could not have beon written: 
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A wast voriety af purmuite and achivities have case to be aseciated 
with the fleld of capirvellership, Upon entering into a disc.ssion of cumpe 
trollerchip at any specific activity «@ group of activities clarity is injected 
if we firet consider the policy fuctors wich govern the degree to which conp= 

This paper focuses consideration of eouptrollership as practiosd at a 
group of related activities within the bread policy guidelines established by 
higher governmental authority, The higher authority ie the Bureau of Ordnance 
of the Navy Separteonts the group of relate’ activities are the Naval Amie 
tion Depots, The concept of caytrollership as envisioned by the Durean of Onde 
name is that generally adherad to at a lange caste) Maval Amomition Depot. 


‘the wilerlying puxyoos for the existence of a caxptrolier at any fue 
Peau of Ordnance activity is te provide Use comaniing officer with « coonlina~ 


| ive financial managesent the comireller's useffullness arises froa the 
@taff assistance and guidance which he provides the commanding officer and are 
genlsations) unite in the areas of Cimaneial fact fimiing, analysis and 
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2 
tien, buiget formulation and oxecutlony, internal review, orogran re- 


Peeper execution of the collection, correlation, tranaglation, analysis 


a presentation of data by a comptroller relieves other executives of a come 


eing amount of staff works. Compremising because im serforaing these funce 


dome themselves their efforts would be diverted to a gruat extent frou sore 


tons* ‘Thus, whereas previously each individual emeutive created his own 


tal? crganiestion to perform te «efforts tavard effective financial contre 
i whereas he devoted considerable of his own tine and enorgies toward this ae 
etive, the Comptroller of the Depot is now beooudnc the vrineginal fecal point 
w these staff efforts, 


in addition to relieving other emeoutives of many burdena, the comptrole 


(ew afforte a weans for central coordination of a heretefore scattered process, 
at one fouel point 211 inforuiion is integrated. Only in & single orcaniaae 


nent can many of the intererelationshios botwoen infomation comiag 


fron various sources be best detected, Idkewise cverlapping and duplication of 


collected is readily isclated, “the ultimate goa) of cumptrollership is 
to integration and intemrelationship of all staff efforts.” 
& eal gervice can be provided te the Gamanding Uffiieer by a eonptroal- 
Befors couptrollership was developed te the place it occupies teday ine 
ation fron many pourens Flowed te the depot comanior, Jt becuse « thorn 


pr O00 side ta turing to tio ai ticle dete tagettor emt to detect the selations 
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3 
and intererelations existing in thie intelligence. ‘Threagh the Comptroller the 
| or ig relieved of the epade work, ‘the Casptroller collects intelligence, 
interprets and analyses it for his comaniing officers ihe cemsander : 
bilities remain unchanged bub his decisions are now based upon a smaningfull 


Coomiinatd.on 


hip ig noi & one man operation, The Coupiesller does not 

carry the managuscnt responsildlities asacclated with eouyroliership by tie 
Bureau af Ordnance on his om shoulders, lsther cowtrellership is a tea ef- 
fort. in instilling the comtrolleraiip concept the Pureau cf Ordnance efforts 

directed at making it cart of the mancgement responsibility of ail manage» 
ment officials to adhere to ani te acply the principles of conptrellersh 
The Comptroller hiswelf is m weane te an oni, hig tlile being voleted to the 
|\Sedense to which bis reeronsiidlities acst dosely assuciate themselves, How 
ever, be shares these responsibilities with the entire mmagement teas, [iis 
role is one of consultation, advice ant guidsnce.? 

The eaphasia, therefore, in to lock upon the coaptswller departasnt as 
au integration and coordination of staff fumetionsa, ‘the Depot Cosptroller is 
@& wtatl omoutive, Ge bas no line arthority other than the direction of pare 
sonnel in bis om departeent. liv efforts te mlntain the imtererelationship 
of etaff activity is performed in a staff capacity. The ctaff functions ine 
‘ |wolved ane @ collection af functions that have Long existed at departments 
Newel ond that have or are being drow together in om compact staff operations 


*Yhids Enclosure (2), pe 2e 
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[Hany of these functions still exist in the various cepartwentes nevertheless, 
site date must C20" into the comtrollor organisation so that the information 
-—smmeutting fran this staf? effort of several devartaents ean be tiod together 
lana inter~related before «a forecast, interpmetetiong or recommendation can be 
| aaacie te the commander, | 
| Lowt the subtle yet real responsibility af a depot comptrolior escape 
MS, additional emphasis should be placed on the envirorment ia which the Caage 
ltwoller fins hineslf, in the staff sense he le situated between the Comand~ 
dng officer ani all department heads, fefore assigaent af a comptroller the 
Orinanse Department ani the Ket ani Boos Separtuent as well as all staff dew 
parteacnts independently performed camptroliership functions, Coordination bee 
tween departumits was a matter of happenstance or was accomplished by voluntary 
eooperation betwsen ameoutives, The point is that a fomml organination was 
|nonswsistent even though the functions say have been effectively performed. 
Pach department head was his am couptroller ani he gathered deta, analysed, 
|dntorpreted, reported and recoummded to the Commanding Gfflesr. ‘The Commande 
fing Officer was confronted with ueoordinated representation from each of his 
|@teft officers, He therefore became his am coordinater and found Kinself mare 
joften than not buried in an avalanche of facta and figures, forecasts ant 
Pecemendations wiich oftenties wore completely unrelated, ‘the Commanding 
Officer was in a position of having te monipulute this moss of date at the sate 
wiflee af wore important command duties, ‘The Comptroller, in taking his poal« 
‘ton on the Commding Officer's staff, becaws his principal staff advisars 
|e ees in @ broad gap by relaying the intelligences received from other do» 
partuente to the Comending Ufficer in coordinated and intelligible form. 
| Being a staff relay point between the comander and bio staff, the 
|| Ganptrollor, te do an offective Joby mast have access to all departepnts. 
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‘in, he operates in a sialf capacity and any acooess bo dora have to other 

mute is void of lim authority, if the prover enviroment has been cree 
lated, the comptroller argaileation shoud be in @ position to trace detected 
‘|feulte or inadequacies to their organiastiem source. this involves crlsse 
erogoing organicational comenents and should ultimately result in recommndae 
[tions which, when exouted, will be a step toward better financlel or managee 
) % controle 
| thas the Depot Gosptroller is in a powltion of lecking at tho whole 
peal He is in @ better position than any other official te observe the of- 
foot pond influmes of decisions, the emoothness of the operation, and the 
| | dogroe wits which the derot 16 paatoming ite miselong Je is in a position te 
¢ mom about the colivotive denot operations than any other sersen and con 
siege 4a in the admirable position of making recummeniations wich give com 
|@i@eration te theiz overall effect rather than the effect on any single departe 


| Frum what has been written thos far it should have been inferred that 
the Gepot Comptroller dues not control, Ue is a stalf man through and throghs 
the firaneial and statistical data collected by the eaigtroller department when 
Wy analyoed, and mepeurted provides the mans by wie Manacemens ete 
Oo management contiewol, The comptroller therefore points out te areas in 
ich deficiencies exist. the corrective action is the remult of a Line decie 
|eion either made by the operators or the commanding offieer. “She staff pore 
|Sien of an organisation plang, and the lim partion of an orga@iination ome 
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Tt 40 not only imortant for the sowtreller te be mindful of this prine 

ciple but he must continoslly remind department heads of tho fact that even 
heagh theis business is his business be io in ne way aeobving te control, His 
tions ar his best proof in thie respects ‘the staff service afforded by him 
mould provide directicww) infiwenee as the remit of hie sugqeetions, advice 
wm mcumeniation. Sermuapion, than, is hie most affective weapon. As an oom 

sal, rendnder thet be does not control, the comptroller might refer te the 
ey, Which relates sontral "lo exorelee directing, cuidlags or segtraine 
ng power overs"? 


Many Leck apon the caipteciler ag an overumbitioun boolkheep«r or ace 
@ountant. Such an arromeus conclusion is natural, for a large portion of his 
eal branch of what was formerly cdlled te supply and flees) department, ‘the 
fiseal, branch in the past performed the accounting responsibilities of the supe 
ply and ficeal officer ond today performs Like funntions for the comptroller, 
ng services ave easectiol to 6 Mnancial mane 
agement plan, mivertheless they aust not overshaiey the broader and less do- 
fimle aspocte of conptrolierahip, A couptroller's greatest coobributions 
be renders in tie serene of bucet formulation and execution, program analyous, 
"| tdon to establishing eecountabillty for oublie funis and property and fumishe 
| ing reports to higher authority, also provide most af the infomation through 
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| Ths the functions of a depot comptroller are eeneraliced unmier two 
Imager captions: reporting, anwlysisy and interpretives and accounting, The 
«(| tpewking, analysie, ami interpretive functions are primarily directed at 

| @eiution of management policy probless. The accounting function is related to 


—— |iprentens of fisest policy, 


*CenptroLlers have no business of their am, but everybedyts business 
ie theiy business in the sense that they are prepared te analyze 11 doliarwise 
for wenacenent.* © the coupbrolier's probleas, then, axe first related to fise 
@al, policy and then to management policy, The compirolier's functions evolve 


| In achieving the objectives of efficiensy and eosmemy throuch better 
Managemen’ ani financial control, the depot eaaptewllier's funcbiow may be 
identified wxier five major headings:? 
migeting axi Statistics 
26 ieeeomies ae DMebaraing 
po neg ani Progress roperting 
ioternal Review 
Fimanelal contre) ani managment 
I% is with theese fmetions that the rensining Ghaptere will generally be con 
(| comme, Yo attempt is made to co inte the details of bui geting, accounting 
ainternal auditing and repo: binte Rather, emphasie is placed on the mature af 
en se oe ae ee Ce 
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§ 
them All dieeuseions will be directed to bringing inte ite woper perspective 


the Bureau of Grdnance has endeavered te purawe the Navy policy of 
hortsontel, functions) control at each level of managummnt in Liew of centralised 
functional control on designation of preseribed organisational patterns,” th 
keeping with this policy the organisation of the Large soasta) Naval Awuni« 
tion Depot to the division level has been prescribed by \the buresu, Organie 
sation below the divieten level is a comani prerogatives? 

Raving identified the depot captrolier's major functions, a test of 
the prescribed organization can best be made by fitting those functions inte 
the ar-ganization’l structure, The pwitions or divisions vanntariied for the 

Couptroller deportaent are as follows: 4 | 
le Assistant te Couptroller for Interm] seview 
2. Aseistant te Comptroller for disbursing 
do Dadget ani Statistics Division 
lie Aceounbing aud Gleburwing Div ielon 
S» Medhine Accounting Divison 
Th @ppears thet the functions of belgeting and statisiien, accounting and dise 
Dareing, and internal, review are will accounted for organicatiamily. Progress 
aepartiag 1a normaly # respunsibility af the Swigete and Statistics Division 
fan vencicio wil the Machine Sopempestitin sities And finally, 
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-lesnanetan eontre], ani manacommt is a colluctive affort of a11 organisation] 
| Componente 
| "the Pettowing chapters witl Le more specific in the organisational 
| S[teaguentation of the comptroller departant functions. the disbareing Aunetion 
49 feoquently perforsed es @ servioe function Gy an oubeide activity. when 
disbursing is a function ef the depot comptroller he is generally assigned a 
| [disburaing officer who is personally eccomtalde for his mnageuent of public 
|fwnds, Accordingly, Little will be said of the disbursing functions Machine 
a boing @ mahanised application of accounting principles will nob 
|Re specifically discussed, for any discussion would necessarily delve inte the 
|\Geteiie of gechanisation which is outelde the scope ef this papor. Tus, podue 


re 
 Semptruatmogye £83 20 om | 
ar ot 2 ap ee ep uce 7 : 
__ seaman 4 4 ine en eae ‘I 4 
oisuns: yabecedath ok cantaloartie keplbmeanagtiye 
mail! stybhvides edinioe on qd mide solved a 
ee Oe ee 
thai % taeayas ts 2 nin Se le 
cntieoh noltsu/t snlewiath edt Ww bien ® 
oe son san 6 nid ee RAE 
ots orn stem visemes Liew asthe SA kt 
set tr it gues o  a 
a ee 


re . es ees wal 


Mei i i? Ge Sgepes “oe i. ow 


x 


CUAPTER Ti 


The teal value of budgeting ct Meld level in ually lost sight af. 
The budget hes Long been regarded sg a financial straggic beteeon burseaue axl 
agbivitios with thw bureaus teyine to out baieeted requirements te the bons 
through whet appears to be arbitrary tactics based on crystal ball gasing, and 
the activities eusloying every commeivable devica, soontines oven deception, 
| for planning the depot oporations ever a specific period of tine, nom 
If talgeting is o planning device, it is spesssary to deternine what 
should te planed, Yar teo often the assiged mission of an activity gathers 
ast in fe drawers, It is from this assigned mission that planning aust 
stem, In gonora) tems the fellowing are te major tasks af « depot ap age 
signed by the Chief of the Boresa ef Ordnance: 
ie To receive, eogregtie, maintain, recondition, store, ané issue 

3e To assemble and ieee mins, 

lee Yo provide facilities for placin: mires aboard eutemrines, 
emrtrel Axay wwe theres? for tie handling af aneuniiiots 

é To maintain under prow r survellianes the awumition and 
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ation, Proverly handled, however, balgsting is a Locleal 
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Ye To dispose of unwervicesble mui/or dencerous auamitien axi explee 


Ifvom these objectives that a financial, budget plan is ultimately constructed 

(Se the Depot issues of aamnitien were at o price such thet a profit goal me 
sought, the Depot budgeting could very welll be on the DuPont ar General Motors 
“planing axl contwel for profit" baciss Gr tae budget cculd be coasiructed on 


leosts planed such that a reasonsble profit was realised, a practies pursued 
The pretit motive is lacking however, At the Depot as at any other 
| govertmont ackivity the profit motive is supplanted by a acre obscure bub not 
tess important objective which is aloo presont in the profit ebjective, In 
|gevestment our finanolal management goal should be to perform the assigned 


fefere the budget can be @ auccesaful managene: 
(|| goed a budget ie in theowy uiless 16 ie sold te people who have to ue it, & 


the basis of a forecasted sales vdlue with all depot exgsenses aml mamfocturing 
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22 
palget is the Depetts mission, exprecesd in dullars., ‘the mission being made up 
| Gajectives, an operating plan must le fommulated te moet taoce objectives, 
Conversion of the plan inte financial tars constitutes the budget. Bach organ. 
deabiown) wilt owe ite oxistence to the port 2% plays in carrying oct the plane 
@ystes can we plan how many dollars w need for men, uaciinery oni meteriale and 
She budget provides the common dencuinster or unit of measure: 
each supervisory segemt of the plans th devten danittanuaen ie tmnt 
sewalte of overali chjnctives and provides contred by aacigning each reqponeible 

wabive « definite task or sianiard of performance against which actual xpau. 

ay be moncuved, I% forearm planding and coordination of plane go that every 
& decides for itech? what it ts going te dey wiem to do ib ani har whl 

a ie dane Shas the bulget is a joint borigontel axl vertices. planning effet 
at the oryaninatione 

Without the wulget device aay of the operating costs arm calculations 

baced tn past experienme only, with littie regard for the degree af change « 
gran may experience, The bulget forces management to leck shead as well as 


p at budget reviews. eee enna nee ee Oe NEN, by nena goe 
b of the qpereting plane, Goumwidentions up is achlewd through sulstiosion 
of badget estinates advising top management how the depot mission will bes 
fed and how much 14 wil cost. further comemioations upward io performed 
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nerPoruane. Horleewtal, cossunioation Le facilitated threugh Wuigeting, The 

a © Departuent cust make Imewn its produgbion expectations, material and 
ti at. requirenente, Fron this information Public Works Separteeut night 

gotinate hauling requirments, Indostelal Relations bepaytuent will need the 
power data and the Supply Offices wilt review his stock status, Zhe Coape 
Lier should be ab the commantestions aritatiboard keeping track af ovemytiings 

These and the amy other functions which a good bulgeting 


Bas kstaok peeeion nah 00 eee 


© wast recognises the paychological 
ich cigaanapiasaplnalbuiadiss lest effeeiive budgets ary thom 
funds budgeted, Husan nature dictates that a goal will be attained more » 
(kyr and cooperatively Lf the plancing Le done by those regponaible for axoezbLone 

[Same elaboration may te will worth while since the suceose Gr fatlure of s 

, get may hang in balenee on Wiis point. 

the commen argument against foreman participation in ixignt penprantion 
is that he doean't want to be bothered with ett et he ientt an accountant 
and can't be expected to work up a Slwncial plate Actually budeet preperation 
doesn't, require a plan expressed in dollars da iis initial phase. A sapere 
sorts < :iitaieleadaiieangindaleecelialbcteaiiad 


te 


' 
5 A * by 5 > “ De -" * » 
f ; oe Ldame de ni VE HOSS. oe Sa a4 - ates , ob vahed 6 
we Bese @ 2 4's . find v 


> “ a he ~ . _ sail - z eh we P-scen Wee + S = Poe 
pi die isd > ? Wem Os, Bec sees a he F) SPS y wie Ri Rist. LAIR = a chev ss arte 


, ani Aad bate tiled? at ap htnodreanp falocatull 


. 
‘ . * ¥ neil ~~ P -— 
y . ‘ 1S death awe rE Ty) Li saa a> Ped bw Yt oe 
‘ . 9 
er " . . ° , Preece sey Pair “a _— 
an } \ ; : ot x! 8 + Jet! cits 
F A r4 ' . . ’- ieee abet 
; ‘ ~ : , >ket Ga Gs aa Te) mwa Wie SSRD 
‘ 
: wo I : a 
rs . au ‘ rN a bs v 4a AP re eS Ww bas * 
5 > e 4 ~. * 
bat a > tied - 4 ¥ | wi wee soex 
vee w J 
ae » , f panes 
- > * ‘ . wh * e 4 ) eASe ; bP, ve a ve 
: ef deat cores » vend 
e ud ioe i a , ae ‘ 
v 
* A, ay? 
re eee | 4 ' ; 
ORK at CO + oe EE PR BO ee 
P nit pi * y 
€ ¥ g * Tr >» \ - oe oe . a " 
‘ in ws. ” . . , 4 Ps ote ee rr: 7 
LNGCAT GD nD Edis Ly Piha) Ge SOOT Gen ot ANAL SSUES 
4 , s - it on +> i _ <j 
a —T . - ——— r sa 
{ a We ‘ io - . ‘ “FS, “Z ad i, a Sarat Vig wy 467 BT a bet a G 4 
ear a : ‘ id ¥ : F o 
- . ” 5 + 2 Anee *®, 
B ; «et ) ape tte bones res Peet arene + wel matotonia fice, 2 
wu OE ud > Ht gégwh aa gees 7 Me RS OTe Li we aad SL ae ean of 
~~ - ., —" ee com Doh nied or — i | 
A: elles CN 35 GS) dette Vial GAG va we es? een he esd i 


» “ alll ¢ a — —_ s ager . 4+ mata 
te iy © mc aa exe: A RN “a e! | Cie & a*S CH . AS ave eS i, wi 8 dt. sargod ie 
4 


fp. , o » a 
a on gene —) 7 - * ‘ ress F 4 2 3 {0 Ais + b 
or ivy = 2 a Z 
a ein - ses . = iviw termine | wt of dam SPauec anf 
Peal’ 7 © a on s a ae & "he de Wat A oe Ue OP ft ro od i472 @ ak 
: P . . a » ™ atvenag a r 
cy ae a i a -/ ea 4 +e ¥ ‘ t 7 : a eS Sey . ie Ot [3S : 
Rep — 4 D 4 “xs 7 - > . & ture : 7 eri tio 
me he “> ahaa iui . “ - ; ‘ 24 ~~ 2 ~ Ss oo 


liane pb 4 ser Pe : i *y 4 ral cart cor 4 a ama GE 4 Sybase a 4) 


Syaws ™ ar © ow ¥ 
—— 
— . + . e , —_ o - 
heo ne to nw) ed at don vdeden ded eowym eb yiieewon bivew ad 


¥. A Me , ; ivi ae 
nk ofeciptiusy bibois demu 6 okewnl Les pen tendraeab p “4 
Rae yh oe i 


_* 


BI 
budgeting wo are prepared te proceed with budget famulation, The first step 
| Ms a Clear statement of budget policy, ‘this statenent should start off with the 
Bureau planning data which will detemsine the level of sebivity for the budget 
(yea Accompanying this data should be aiviee on pricrity of varlous progranty 
Planning. These policies diould be issued in the Comanding Officerts “budget 
enll*®, in addition the “budget call” ciowld preserile stasxiards and fommte ff 
Operating departuonts nor have the planning dete with appropriate 

|| Snwteuctionsg their task 1s to schedule the work ani te prepare raw bulget 
éotinates based on ataniant performance data desired previoudly fron past 
experience through the cost accounting system, Bureau plans, kmow bacidlog and 
tremds should all be congidered in estimating, The comptralier should be « 

he best understands, dollars, In his role of cooniinater he should relate dirt. 
J4ataon for ivoning out any disorepancies detec’eds The comptraller is in the 
best position te determina whether the progran requizmeente are all provided 
for, proper intererelations exist, oni estimates are realistic, lle showdd 
consult department heads, advige and recaswnd any Ganges which micht be 
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2» Overall distribution af worldoad, 
ke Estimating bases ar preseribed stundanies anplied in relationship to 


Gy Adequacy ef taxigoted support services in relation te total direct 


S, Longerange capital equipment requirements in relationship te work 


% Levels of buigeted effort in mlationshis te optima volumes and 

1. Tr ne Wnt NOTING gusta, progress recoils, etc, to 

} validity of ascumptic 

Fe RR Reta NAR EE eae thee engine ene Sete i 

} commuting officer, In both hearings the Gouptroller’s quelysia and vecan 

endations chowld be presented. If the Comptroller has dom a good amilytical 
and hunen relations job his views with respect te the badget sheuld be in 
general, agreenent with the views of each devarteont head, 
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— ecyeacamagnanat buch a definition covers badget 

prep: nh axl presentation, fhelget exeevbion can be identified by om word,s= 
comparison. a oe eee oe whereas budeat 
Depot plans to go and how it is going te got there, budget execution must prow 
ido tho control. necessary to kwon the Depot on the proper course, This course 
way be the budgeted course or because af circumstances a modified budgeted 


Frea the shove belget execution is a contrelling tediniqua, Since the 
ited to recarding, interpreting ani reporting progress, le reparting might 
i should be agcomanied by recomuniations wiich micht romult in the dirceting 
ef action ly management, Thus in buigot execution the staff peaiticn of the 
Comptroller receives additienal emphasis. 
the work measured or ty an intependent unit. In accougting it hms always | 
patrable for different people to handle different steps of a ayetem for varlous 
Teasers, ‘The some sight be sald of ctandanis, Te assure chbjoctivity in estabe 
Lsheont of stantards it would appear desimble for an independent unit to pare 
foun the function, Uvever, no mtier where the reapensibility wets the Coupe 
treler showld anelyse them to asoure their validity, For it is these standards 

these otandards ere weed os a yard stick to determine Lf inlividual res 
sibilities are being fulfilled. oe ne Oe a ee 
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17 
ae Fer the most past reports chowld cow fren the Captrollerts office as 
vy f a product of the cest accounting syotem Tho classification of accounts when 
, bructed will moet in compilation of data in such a fashion as to 
ite aecounbing reperte, Reports need not be in financial terns ant 
—«(Seequantiy are nets 6 Bae Aang complexity and type of the seperts depenis 


Contents of seaports ghouwld be no nave than a sweiarization of lnformme 
@lewmte of conte as wore ofigineliy used in badget formulations, Costs come 
tained in these vadoet clesents must be reported on an accrual basis; that is, 
| Wits being measured should be included, An eoserbial requirement in the 

| weperte are comparisons of budgeted with avtual work ani costs with significant 
report budgeted ani actual cbligation and expenditure of furs, As in allet 
nent reports the need for frequent and tincly voperting methods applies to alt 
other internal, reports is left to the discretion of the camanling offleer, As 
& gener role, iuternal, control reperts te be of ua to operating departaonts 
thould also be on at least a weldly reporting cyclo. 
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The statistical analysis am! interpretation of the variances m flected 
yiweon recorded data and standards ip a prim reepomibility of the Comptrcl} 
Nerts offices, Trouble areas can be quickly isolated and analysed, Faulty 
jarde may be detected, Inadequacies in forecasting techniques aight be 


in gubstantdnl savings, The quality of the service of the Duiget and Statistics 
Hivioion wey well, deteming the acemptdbility of the budget procese in the eyes 
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CHAPTER ILL 
APPROPRIATION, GOST, AND PROPHRIY ACUUNELNG 


Ameing the Comptroller's financial management respenalbilities are the 

 |laecounting metheds recuired in commection with appropristion, cost and sreverty 

‘|aesounbing, This financial management responsibility may bo expressed in other 
toys ac the reporting of receipts and expenditarmes of public funds axl 


| Kgogunting ds perhaps one of the more unchallenging af the Canptrollar'ts 
lagbivitien, ‘There is little excitemmnt or challenge in the accounting job ober 
than being sure it is well dene, ‘This however makes the accounting Sanction no 
ee ee NAR entata, or forecagbings An effeo~ 
| @ operation in the sphere proviies the vimreuithall to inoare compliance with 
aettet 2 ations, +9 osteblish systems af budgeting and allotment o 
te provide meceusery information for Surcau of Gwe Duigot eviimates and to kmep 
track of the worth af many assets ant provide ancountability for these assote, 
In exder to achieve those objectives the accounting orgeniention af a 
Newal Amamition Depot Comptroller's Department adwres to certain principles, 
ee ee The specie 
cosh arrears ahi el ae st These 
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. eomiting, cost avsounting, ani plant property accouiting. 
rt ie only te appropriation and cost accounting function. categories with 
nich this chapter will deal «ives they bear a wtrong colationhip with internal 


Follovings thm tudqet foreuilation aml presentation steges for ang fiscal, 
iyeur axl conturvently with the budget execution phase appropriations axe enacted 
wogriionaant process to the varlaw bercaue aul ageless, 
réach the Lovel. at which they were requested, Approprlations mead: the dopet 
tional. authority within the Linkt stated ty the alletemnt or project order, 
|Eepenttteres wade at the depot whether for materials, labor or serviows result 
| |ase odging charges against allotments or project andors, 
| On the basis of the budget estinetes the finds nade available to the 
Gepot commer showld be distributes te the various departments, Allocotians 
Or gubsallotuents issued te boads of departaents dhowld not exoced the anount | 
approved by the bareau in the anual budget or the anount of the specific | 
project order or allotaste lends of departments receiving such allocations 
. | Commanding officer responsitle for the total allotment or project order? 
It is quite apparent thet com moans mast be in force for regulation 
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as accasplished by ectalilishing controls which ensure adwrence to stubuatory 
ami compliance with regulations inposad by higher authority, ‘To 
ee en ee ee ee ee re ee 
ing and causes to be made the necessary aljustnents between appropriations 
Financial. veporte for appropriation allotment ant project order ascount- 
purposes (2) depot reports far use by outeide agneies te full fill departmental 
oe statutory roquirenents. The orwcedures and recomie prescribed by thw Navy 
Meptrelliem’ are specific ani if strictly adhered to in their detelie will 
| aecure compliance with statutory and agency requirements, it is also necessary 
and expected that wo have adequate moasures for subsdllocation of funis to 
|aepet departments, procedures for their obtaining materials and for charging 
laber, processing methods for obligebional or expenditure vouchers ani other 
internal controle, This is not enous howover, It is imperative that te 
atoounting system be well. oiled at all times, that documnte flow expeditiously, 
that internal mporte be given the recognition they warrant and thet other 
The Comptwcller Departaent from a conptroller's view point should then 
intermally, if there ie foilwe in this respect it is likely the entixe finan 
@ial contro] effort will be sabotaged, This service of which we speak is the 
acoumate and tinely reporting of the status of allotante and projects ondars 
ations of a frequency nmecasnary for proper control by doparte 
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m the Discs offices and the iniividual departeants, This duplication is 
the moult of tardiness and low frequency of fiscal affixes alictnent 
Theme soporte are intended to provide « gietemnt af omenditures, 
mite avaliable. nes figures cemve the purpose of telling the devartae: 
herve thay stand taigertewise + how well sciusl expemiitures are in Line with 
i oxpentiture, In addition it ie a ready check for a departaest bead 


: camptreler te ror daa to yore AML donates wih nat 
eae eae MRE 
@Miletaents as of the previous day, <ontiidence in the Mees departemnt's 
ability to parform this task will cost assuredly cause abandorsamt of obligation 
files in each department identical to fiscal office files, The obligubions 
anowred in the ome or two days after the outeoff date of the alloteent seport 
ean te accounted for by departeents as Long as they lowe von tie cub-off date 
Showld be viewed ae obligations nob appearing on the repart. 
This hes been a broad brush trcateent of appropriatic 
iia iia si ik ieetalhiatnds cadena aanentth, eenmaints the eb 
. ysis of material suwery by exeniitue classifications, Forme are wed far | 
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xformanos of these functions in accor anos with regulations and bas qualified 
onal agelgned to those Sinctlons, ewmbering that this paror is emphae 
ing the intermd, service provided by a comptroller it would enpwer that the 
woot important in the axes of appropriation ascounting are Local allotment stax 
bus Koper gmetad ty the ome accourting stem pertucted for preparation 
le y roquizes alloteent status report, The Accounting Division showld 
tle consider one of its funimental interml responsibilities for effective intemml 
a" % to be telling each holder af an Wctent or subsdlotmnt or project 
— ‘(eedew how be stale, Puvthersore this advice should be furnished on a strict 
jmurvent bacis anc of gach frequency as may be required br the responsi vis 


the Jobeorder cost accounting system ie used at the bepct, Dlmect labor, 
dvect mxterial aml qerhead costs ae charged te job omlars idenbifiad te 

work request, job order @r werk onter hac been iscued te cover the worlce 

A sopt accounting eyoton mast bo tigd rather closely to planing, lnnige 

» echeduling, perforsince amlysis and appropriate account 
Ts Setar gehadwiing and performance combination is norsally acca 
* om the basis of organizationsl unite, the wak for unite ani their 

ities are reflected in plans, budgete and schedules, Their intivie 

Gs pstoranes ar enaaned om the cume beagle, The cont netouniing system 
i a 
Comparative andlymwias for the sale of siaplicitys the cost syoten must alse be 
keyed to tho organiastion's accounting system, fata collected Wy the cost 
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yaten when cummtived should bo suiteble for applicwtion to the accounting 


Many advantages acerue from the effective we of « cost aystems By the 
ipa Sete ee ree ervey A Sr soe SE CERNE SRNR er 
6h eeenthanted sents the aywtem affords a means of measuring the efficiency 
measure theix relative efficdency mi findlly wilt costs are readily obtained,” 
The greatest advantage of 4 aoet syaten ie tint 1% elves mangement 
Dler ienw) axl Daveaa of Ordnance directives, ‘These docue 


The Local chart of acequts mast be designed with the idea that ty are 
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differ consideratly in detail, length axl terns from what te preamted te 
before Leona thig aubject « aoveral understanding of the Daresa of 
[eres a MRR ange RAD I Sg 
ef the system with partioular emphasis on the handling of indisect overhead, 


ar 


It will be recalled that funds are provided in the fom of allotunbs 
. crete Ean SARIN Sh Dk Ses aE RRND IF ON 


able costs, They are also divided inte coneral and aduinistrative emense, 
cost a certain portion would be incurred whether a not aay praluctive offer’ 
existed, Gemrelly this portion would be made up of hee gonaral avi adninioe 
twatdive expense and a soaller ancunt of semvieo experme, further this cost 
would be considered mory~distributable, To further justify the nondistributa- 
- || Re amount, agoune the Dureau of Ondamce operates fifteen demote although the 
-_edenaadteannaeadetevsnanscietedandanten The extra ten ¢ 
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6 % depot where no production activities are engaged in, It is an 
portent cost because it indicates the cect of defense insurame, This over 


government departwantas These anounte also couprise final charged to the 
station's maintenance allotwent, 

wild be required to perform the total work whether 1% were done at fitteen ov 
depots, It is primarily made wo of aumefactburing expense ani that portion 
of sarvice expense atéributal to production, It is the overhead mest closely 

dated with awtual work performed which would remain o cost regardless of 

| (|shexyged to the station maintenance 
vnifun is edlved by applying whet enounts te an advano 
anos allotuent (Sasie Maintenance sxeunt) equal, te the asount of the monthly 
joetimte of distributable overhead, This advance is liquidated by periodic 
. |@ppication of applied overhead credite, The net effect of the aredit entewes 


le overheads costes ao iniidaly 


alLoteent. Since the total aucurt alloted to 
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mwedetemdinad vate applied to the budgeted mount of direct labor, 
shecd applied ie tased on a predetemined rate applied to actual axcante of 
direct labor, At the ond of the month an adjustment is made to make the total 
the distritubeble everbead egtinated and applied will seldom result in 
geusing the actual Baske Maintenance Amount to be equal to the fimed acute 
RG will be recalled that the Usacie Maintenance Amount was fixed. An wijustment 
ae mow made to bring the applied and adjucted estimated overhead inte agreement 
mith the Pasic Naintenancs Acoust, This sdjuctamt remults ina charce a a 
credit to the Depotts maintenance allotmnt and is the unier om over absorbed 
@verhead, The ancunt of this adjusteent will came the total obligations 


Disect labor and direct waterial charges are recomied directly to Jeb 
|orteers fren labor rolle or material vouchers, These job onders are subsidiary 
to productive authorlastion allotuets cr project orders, Periodically Labor 
\WLIs end material charges are cleo posted to dlictuent or oroject oni 1x 
These recomis chowld be in agreenent with the subsidiary 
Poxiedieahiy the predsterained overhead rate is avplded to the direct 
. |Sebor anount recorded on job eedera, The result is the applied overiwad whieh 
orders is equal to tie applied overhead periodically vocorded on the station 
maintenance allotment recom as a credit Liguidetion of the estinaied 


reconiod wiler the Sasie Naintemmnen snount of the alictment socord te be equal 
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table overhead applied at the begimiulng ef the month, At the sane tine 
bs @pplied overhead is recemied as a charge om the allotment or project order 
wecord of the production authorLaation, 


% productive authorizations, Gapital requizoments and reimbursible work 
A lebor roll cumry, analysis of overhead and analysis of Leber roll summary 
all, accounting data is based on an obligations) tavis insefer as distribution 
@f overhead charges is comermd, Such 2 oysien peruite application of most 
lattudLiy used since the requesting of an obligation indicates that a lsbar 
@ervice has beon performed or seterial xequiring replacement has been used, 
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INTERNAL REV TRW 


A large coastal Naval Amounition Depot represents no gall operation. 
Like the comercial enterprises making up a substantial sortion of American ine 
dustry, defenge activities have grown to tremendous site, Ammunition Depote 
are no exception. ‘“heress several decades ago the Commanding Officer could 
personally keep abreast of all Depot activities, today the physical size, mane 
power force, and production responsibilities are such that the Commanding Offi- 
oer has unavoidably moved farther and farther from the actual operation. 


Need for Internal Review 


It ia becauee of the vastnose of a depot's operation that the remote 
control aspect of modern day management has gained much momentum, in order for 
the Commanding Officer amd cther executives to preperly contre] the operations 
of a depot some means must be adopted whereby maneyement is kept adequately ine 
formed 80 that intellicent direction and guidance will be fortheoming., The 
broadening distance between top management and execution of operating plans 
accentuates this need of some tool which will bridge the gape ‘ommunications 
from top management more naturally jump this gap than does intelligence from 
below, Management's answer to thie problem has been the adoption of management 
sontrols. 

A principal problem of the Commanding Officer ie the need for observa~ 


tion to facilitate his coordination and control of operations, Internal Audit 
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|| Svternel auditing wag aimed at observation of accounting or financial controls, 


Re 


is the management contre] device wiich performs the observation function. Ine 
ternal Audit observes the effects of all other management controls. deretofore 


Teday internal auditing is closely allied with controls through sound organi ca- 
tion, budgeting, forecasting, policy accounting, manuals, reports, job analysis 
planning. These and other forse of control supplant the personal observations 
formerly depended upon, Internal Audit is a contrel of the controls, "“odern 
internal auditing ie more than a mere mathematical checking or routine examina» 
tion of accounts, It comprises a comple te...financial and operation review, "21 

Tt is not to be inferred that these controls relieve individual sue 
erHisexs of any responsibility. Management controls do relieve management 
heads of burdensome observation. The controls afferd a filtering process whe 
by only the essential information is communicated. At all levels of Depot 
Management because of the magnitude of ‘ts operations, personal observation is 
|| plagued with misinterpretation, misunderstanding, poor judgnent and neglect. 
Built in contrels counter this weakness of the human element. 


Responsibility for Internal Review 


Appraisal and review of management controls falls the let of internal 
audit, The responsibility for internal audit as presented above, that is, 
control of all other controls, is divided between the Comptroller and the Man- 
agement Engineer, ‘the controle with which the Comptroller is primarily asso- 
Glated are those related to accounting and fMinanelal systens.2? 


215.4, Walker and Wel. Davies, Industrial Internal Accounting (New 
York: MeGraw Hill, 1951), pe 36 


22y.5., Navy Department, Bureau of Ordnance, "Naval Shore Eetablishment 
Internal Review (internal audit) function," NAVORDINST 7500.2, 8 Feb 1955, pe 2 
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The other management controls, reeponsibility for the execution of 
which reste with the Management Bngineer, have been mentioned here because a 
| Close relation existe between the staff efforts of the Management Engineer and 
the Comptrolier, Management ingineering provides for broad aspects of manage~ 
ment controls evaluation, Internal review or audit limits its province to the 
‘financial aspects of management control evaluation.*3 

A working understanding must be established between the Comptroller 
and the Management Engineer to insure that their efforts are coordinated, that 
they complement rather tian work against each other, 24 Obviously the Mans ge- 
ment Engineer will mare surveys which will encompass the activity of the Comp- 
troller's Departrent. iethods engineering, work simplification, organisational 
and functional relationships, distribution and utilization of manpower, facil~ 
ities and equipment, work measurement, analysis of variances from plans and 
standards are all studies, surveys or reviews performed by the Management 
Engineer. The comptroller reviews and examines accounting and fiscal systens 
of checks and balances, procedures, records and documents used for internal 
accounting controls and fiscal procedures in terms of completeness and effect- 
iveness, Additionally, the Gomptroller is responsible for analyzing variances 
from the budget plan. Thue it is readily seen that it is difficult to draw 
a line between the responsibilities of the two departments, Organisationally 
guch a condition is undesirable. In inland depots the Management Engineer 
is in the Comptroller's Departrent, In large coastal depots there are either 
two separate departments or the functions are integrated in the Comptroller's 


Department at the option of the Commanding Officer, 


231bid, Pe Te 
- 2lnganagement Manual for Waval Ammunition Depots, op. cite, pe 5-19. 
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Simply stated, internal veview at an oninanoe activity is nothing move 
c. ee ee More 
apes: y tthe enapaceenaratiodes wnat 


(2), Stat " akg on ometractive r wgetingy 8 of estabLiched financial 


Limiting: the internal review to fimmelal conaideratlew does act ape 


oar to be compatible with the general, approach taken at the beglasing 
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policies and procedures, and, most important, (5) that the most economic and 
effective methods and procedures are used. 

Thus it seems a logical step to transfer the Organization and #ethods 
review functions from the Management Engineering Department to the Comptrol- 
ler's internal review staff and that the definition of internal review be 
broadened to inclide these functions, The Management Engineering Division will 
then be free to concentrate more attention to industrial engineering matters 
such as productive standards and variances, quality considerations, predaction 
efficiency and the like. 

| This is an area of much controversy and is currently receiving consid~ 
erable attention in the Bureau of Ordnance. Wo matter what the outcome it is 
well that the Comptroller have a clear understanding of the hazy relationships 
which exist. With this well in mind our objective spproach should result in 
an atmosphere of coordination and cooperation between the Comptroller and the 


Management Engineer. 
Atmo re | 


Auditing is commonly considered akin to "gestapo,." This must net be 
the atmosphere at a depot. The auditor is not on the depot to put people on ‘4 
the spot. He is there for the purpose of helping. Any other duties are sec- 
ondary. In working with operators an attitude of mutual assistance is the 
ideal to be attained. 

The auditor is not so such interested in uncovering fraud or irregue [| 
larities as he is in assuring to his om satisfaction that management controls | _ 
are strong enough to prevent fraud. His goal is to find methods and proce~ 
dures which will cause depot operations a maximum efficiency, economy, and | 
effectiveness. | 


It is important that there exist a mutual understanding between the 
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3b 
auditer and the operators of their relationship, If it is clear te the opera~ 
tore that the auditor is more interested in helping them uncover shortoomings 
and in developing ways of improving operations, life on the depot will be much 
happier for the internal audit team. 


Service Provided 


“Internal auditing is one of the principal techniques of appraisal and 
evaluation of results," Internal Auditing makes the following observation 
for mans genent:*? 


1, Are its plans, policies and procedures being effectively and 
~effieiently exeoued? 


2, Are all managerial and accounting controls functioning properly? 


3. Are financial statements and statistical and other reports ace 
curate and complete? 


ke Are depot asests safeguarded and used properly? 


S. Is management correctly informed of important facts and happen- 
ings in the organization? 


The internal auditor is equipped to find the answers to such questions. 
He should be given freedom to bounce into any level in the organization so that 
his analysis will be made at a point closest to the point of responsibility. 
By going inte any spot of the organization he becomes the eyes and ears of mane 
agement, Ne assures that: organisational changes are made effectively; polix« | 
eles are stated clearly and are adhered toy methods and procedures are effi- 
cient, up-to-date, and consistent on a depot wide basiay: manavenent plang are 


Carried out, ‘The auditor can assure management that departeents are coordinate 
| \ . 
Internal Auditds 


267.4, Lamperti and J,3, Thurston, 
(New York: Prentice Hall, Ince, 1953), pe 
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hecks and balances exist, expenditures are in accordance with policy and are 
abject, to progress forecasts and budgeting controls, and that resulta are 
ured against standards with due recognition given to variances, 

Thus the internal auditor ie @ principal influence in the concept of 
sontrol, He gives management the meons by which it is adequately informed in 
order to provide for intelligent and effective guidance and direction. the 

nformation provided should be condensed, summarised and presented in compara= 
five form for all elements of management. lExcertions to past averages or 
andarde should be flagged whether they are bad or good, Thus the technique 
of matiagement by oxcesticn should be used freely. 


Organi zation Control 


Since one of the most important of management controls is control 
through organization, it is selected for discussion. Organization should re~ 
ceive the greatest emphasis of the internal auditor, for it ia upon organiza~ — 
tion that all other eortrole devend, Organization control has received more 
recognition in the military than in industry for a number of years. For this 
reason standard organization has been resorted to te the extent feasible, The 
Bureau of Ordnance preseribes the Depot formal organisation through divisional 
level. Below this level the Commanding Officer exercises considerable latitude 
‘|/dm control through internal organizations 

The significance of contre] through organization is best illustrated 
by considering the relation between organization, accounting and budgeting. 

The cost system of the depot should be constructed such that it identifies 

organizational responsibilities, Organisat’onal units should be the basis for 
collating, reporting and measuring cost information. Using the correlated ore 
ganization and cost system for budgeting facilitates comparison of budget costs 
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with actual costs. when properly organised the Depot will be responsive to 
changing conditions since no matter what the change individual responsibility 
will exist. 

Organizational control should assure that esuthority or management cone 
trol is delegated nearest to the point of action, ‘This will give more meaning 
to budgeting and the accounting system. [very man should know what he is ex~ 
pected te do, to whom he is reporting, and who reported to him. ‘The organiza- 
tion should be such that planned work can be divided inte taske for which ore 
ganisationsl unite are responsible. ‘Coordination of collective units of the 
plan is accomplished at each higher organizational level. 

Thus in organisation we have a vehicle by which management can inetall 
the required management controls, Through organization Depot problems, objec~ 
tives, and programs are defined in manuals ami instructions. the internal 
auditor should be continually reviewing to assure that the principles of sound 
organization are applied. He should be able to detect faults in the organiza~ 
tional structure, duplications of effort, overlapping of functions, and the 
like, and he shovld oropese necessary remedial action to management. 


comeney. 


This discussion has been directed at an understanding of the internal 
review function, If nothing elee has been accomplished other than identifying 
internal review as a super management control which assesses other controls 
this discussion has been worth while. ‘The Comptroller or Vanagement Sngineer 
as the case may be must not fall into the trap of leoing upon internal re- 
view only as a financial control and industrial tool, Although a Depot is an 
industrial activity and much emphasis is placed on operating performance 
analysis of the Ordnance Department and the Net and Boom Department, it must 
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be recognized that staff services are continually growing and that the idea 
that their efficiency is immeasurable is a myth. “Great improvements can be 
made in organization methods, procedures, training, work simplification, and 

so on in the non-manufacturing areas, Internal review should be directed at 
manufacturing and nonemanufacturing entities and at financial and non-financial 
controls. 


ee 
od mao eénecevotont teow oto s et afértvesemn? vf 
tes volte tt hqula row gpaintond. .vewbeoony vehoroun ¢ 
te itownth'ed bivedd waives famretat senots duntodtcnemenon elt ak | 
torant=te han fatonea 9 Bea ‘soit pubdate te brutal 


ca oe ye «Gt Wea 


4 
} ‘ ’ ip 
| = ' rr et. ae | om wy aie 
' F ; ; ~ th 
H i 
" i s 
NA ory . ’ as 
F _* q a _ a 
af yey batt: 7 Badd Stel rr oe tcx Oem a 
, ‘ ; “| - 7 
: } i. ae by At» a & 
OLA ate? nn ic Sea = ieee ae rl dan il et 
: , ; 
- i é Ty A orp @ , § of? 
. : : é al! j Si : Bi eg 
= 
. ” * Ws ® 
- oF ral ; i« a we i = i & Sane? 
‘ ; . - 
‘ v ’ 
) ¥ ‘ f ia 
’ We t 
Ny / 
fi 
2 
Birt ; VP ' 
«ithe . hs 
pay ps y' 1s 
» 
, « a 
” 
“ps 
; aha 
i 
‘ 
* - 
- 
- 


dna ae h trd,§ wr £2 Poe Ga 
7 | ae *~ P ‘ 

%,* ae o.¢ ¥ aves Shen "a as + a) ee A , ] i? 

te aeacy “wy Sih eaat , yee ts 


ais 
kid , ¥ ae i ; \a ¥ pb Oe 4 Ay es ( 5 »! 7 44 @ a pele TF a as : oe) oe tear 


5 > 
Vase ) je ae? 4 A ag 


CHAPTER V 


STAFF RELATIONSHIPS 


The discussion of the Bureau of Ordnance concept of comotrwllership in 


Chapter I and the nuture of execution of hie functions discussed in scbsequent 
chapters lead us te the inference that the depot comptroller is generally free 
of direct external or internal influence, fis res-onsibility ie te his com 
officer and te other staff departments and to overating departwents. 
However, the responsibility is in the nature of an advisory steff capacity. “e 
is not a line executive. | 
| External direction affecting the comptroller is directed to the Come 
manding Officers communications leaving the command are im the name of the 
commanding officer. 

Internal relationshipe are such that the comptroller dees not interfere 
with operations nor do the operstore interfere with bim, ‘the comptroller must 
|nave access to information in other staff decarteents and operating departments 
but the influence is manifested in his relationship with other executives, 
Their confidence in hie ability, sincerity and trestworthiness will go far to 
gase sceoptance of his ideas, 

7 Rasy access to his covmanding efficer is equally imoortant. ‘the 
_ | Comptroller shovld report directly to the commanding officer as hie chief ad- 
Vigor on financial and mana-enent controle 

It doesn't require a great deal of imagination to envision a compe 

troller becoming an unpopular fellow, fis close relations and ready access te 
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the commanding officer may result in resentment by other staff members. He 
may appear to be the only executive to have the ear of the Chief. ‘This is an 
atmosphere which must be avoided for as soon as it manifests itself the Comp~ 
troller's usefulness is compromised. ile will no longer be a relay point be~ 
cause no one will communicate with or confide in him. 

The comptroller and the commanding officer must studiously avoid this 
relationship creating discontent. Ardent recognition of the line-staff concept 
should assure success. the fruits of the comptroller's efforts must be com- 
municated from him to the commanding officer. From the commanding officer de~ 
cisions should flow to his departments, 

Any staff man has found himself in a position of having his Chief re- 
turn one of his recommendations approved with a note directing that it be ef+- 
fected by the originator, This is fine if it is desired tht the comptroller 
smooth the idea up in final form for the chief's sigature, \ Frequently it 
doesn't mean this but envisions going to parties concerned and telling them to 
get hot. This manner of communication should be avoided at all costs. De- 
cisions should be communicated from the depot commander ‘n the affected depart~ 
ment irrespective of who originated the proposal or recommendation, 

Thus the grester his ability to "dodge" the en function the more 
harmonious will be the comptroller's relationships with other decanted and 
the easier will be his job. | | 
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